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THE NEED FOR ORGANIZATIONAL CHANGE —
IN THE EDMONDS SCHOOL DISTRICT

4
' 4, \

The Select Advisory Board and the NWREL project staff have analyzed

gnd -evalqate;i.the need for‘reorganizatior_l i,;' the Edmonds Disrtl_:‘ict using the
data, information aed current organizational charts made available during
the study. Recommended changes are appropriate because line and staff

o functions appear not o’ be accomplished effectively under the present organ-

izational structure. .It appears the present structure has "just grown" and
}

is not approprlate at the present time. The committee feels some sta-ff

members should consider the need for reorganizatxon and pinpoint organizational

problems at least once a year. “

LS

The committee ha%\pted to look at the organization and the
functions performed by the' organization, rather than at personalities. -Staff

evaluation procedures, not reorganization, should be used to changé‘ poor

4
1 B

administrators.
‘/
The Principalship

. /
The committee felt the line function of delivering educational leadership

at the local site should be given the highest priority. Consequently, they

~

considered the building principalship to see how effectively the pfesent'organ-

zation enhances the delivery of education at the school level.. The school '
-site is the basic delivery point for all education in the Edmonds District and

it is here that cdmmunity involvement, staff involvement, educational

improvement and educational leadership sﬁould all be meaningful,




t

School principals are often not considered as decision mak;ers in_ large

-

districts. Edmonds appears to suffer from this malady. As presently
oA
structured, the organization presents several problems:
The Assistant Super‘intendent for Elementary Education alnd Assistant
Snpériniendent for Seco;xdary' Education experience a difficult supervisory

span of control and° line problenis. The span of control for each Assistant

B Aupérintendent ié too large for effective supervision of the Principals and

the Eige aythority of the Speciat Services"'Dipector promotes confusing dual
":;?, ! . Y A = '

line relationships to the building Principal)

—

building Principals. He also supervises elementary

N

curriculum services and

instructional media services for the entire district. It is extremely difficult

A

" to supérvise this many principals effectively and provide problem solving

+

assistance at the local school sites. Most important of all, it ti\warts
me{m.ingful development of management by objectives land ‘i%sola'tes the
Principal fr\om policy development and implementation|, The more layers
that separa_t:; the Principal from policy for_fnation, the \more likely the ;mlicy
;vill be subverted in implementation.

The Assistant Superint;endent for Secc;nda;'y Education supervises fiye
secondary Principals, eight junit;r high Principals, thc; Diﬁcfor of Fedc;ral

Programs, the attendance and security officers and secgndary curriculum

services. All of the problems organizationally inherent|in the previous

; 2 t
. paragrapl are inherent here. They thwart the effective#ess of the Principals

in improving instruction at their school site. The supervisory span of %

'.‘._6
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control is far too large to permil effectiveness in assisting the Principal to
do an effective job.

The third area of concern is the present role and responsibility of .the

‘Special Services Director. This poéition fﬁr{ctiong esse/ntially outside - of the

’ ’

line authority of the twp Assistant Superintendents. ' Line and s!:aff functions
become blurred making re_:ationbhips difficult to ascertain at the building
hlavel.i' Qé_finite clearcut areas o_f responsibility should be established and
lines of authority shoulc-i be defined.,

Another rpaj;)r probfe;n thwarting Principals in the Edmonds School
District is the problem of curriculum ' articulation (gradc;,s K-12). Organiza-
tionally, Edmonds coulci be looked upon ;as operating two separate school

‘ ; districts--elementary and se;:ondary--held toget'l:\gr loosely by the Superi,n.tendent
. . of Schools and the Board of Education. There irg ;vidence this is ameliorated
sc;mewhat throu;h a merging of operations of elementary and secoixdary
curriéulum services. However, this mandates several curriculum committees.

Such efforts tend to be peripheral rather than central, Curriculum ai‘ticula-A

_tion\js essential between the various school sites and grade levels. It

{
~

appears the ‘present organizational structure does not provide an effective
structure for articulation. |

Anbther -major problem in the organization that does not enhance the ‘
Principalship i~ the lack Zof clearly defined personnel policies and procedurles
in the :District.. Standard forms, recruitment and screenir;g procedures

should be centralized. However, the procedures for requesting a new

‘ o . teacher, determining job speclfications,‘hnd staff selection are line functions _ . .. _

R 4
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of the Principal. It now seems extremely difficult to .ascertain line and staff,

- -

responsibility for personnel functions.

Recommendations . S o .
- 1. The supervisory span of control of line administrators over

Principals should be reduced drastically. ' >

-

No line officer should supervise more than 11 12 schools for effective

instructioh school site organization and development, implementation and |
monitoring of management by obJectives. ’l‘his is 2 maximum span of

control and there should be no additional supervisory duties imposed on the\

line administrator. The effective delive;'v"of educational services is the -, \ ’

°

- ) \
vital function of the Edmonds District. The Principal and the intermediate \

=

line officer should be held accountable fior the development and improvement

'\

. of educational services at each scho'o'l site j

- s
P +

2. A major‘thru_st of the District ghould be to ggvide the essential

support services that facilitate instructional leadership by the Principal.

The staff and line orgenizstion should provide every effort to free
Principals from administrative trivis so they may provide and be held,
accountable for the instn;ctional program, Hou;ekeeping, bookkeeping and
essential support services should be provided by others so the Principal can
effectively make instructional decisions.

\

3. Line authority separation between the Superintendent and the

W
A

Principal should not exceed one supervisor. ' v

/
~

4, Administrative clustermg of schools under a K-12 umbrella. would

improve curriculum articuiation in the District.




__instructional"problems an/ facilitate curriculum improvement procedures.

relleved of day-to-day crisis resolution in the operation of the school district.

‘Curriculum articulation should be a major function of the intermediate

i

line officer who should administer one high school, the feeder junior high's

. /
and the attendance area elementary schools. This' would provide a more

comprehensive context for Principals to influence articulation of the K-12

curriculum. It would also provide a better common understanding of

e

. e
5. The Principal should make the final personnel choice of school

certificated staff employees. )

- ’{"__.

if Principals are to be held accountable for staff performance, it is
imperative they be the final selector or rejector of each potential staff

member.

The committee felt very strongly that an e%ti&'e and professic{mally i
A N / | ) | ‘
competent school Principal is the essential inngédient in a school district.

However, the committee perceived a possible need to have an altern?tive
leadership model for instruction a(t'schoolfsites. The committee cautions,

however, that any such model should be piloted before ex\t-e‘nsive implementa-

tion in the Edmonds District. ‘See Plan III for this model.)

L e ——————

District Superintendency \]
i .
The school superintendgncy in as large a district as Edmonds is a

complex, time consuming position. Given the multiple community context of

7

the Edmonds School District, it seems essential that the Superintendent be |

He should focus his attention in four or five major areas: developing and

\

' implementing policy, community relations,"visiting and observing schools in

9 \ .. | C
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[

. operation,  evaluating the effectiveness of top level staff and l;né administrative

: - . . ¢
officers and long-range planning for instructional efficiency and effectiveness.

A ]

Recommendations for the Superintendency

L —_—

6. A Deputy Superintendent or Area Directors should be employed to

~_ reduce the span of control necessary in the present organization.
T n R .

o The staff and line officers between Principals and the Superintendent

(and the Board) exist primarily to provide the essential development of the

-

" improvement of instruction through such functions as personnel recruitment,
o N ! : 1

selection, staff development, promotion, retention and disﬁxis'sal; eftfgﬁﬁvga

_business management; devel;bpment and implementation of mainageme;t\‘by»\

<
|

objectives; and nfonitoring of successful éompletion of assigned functions. '

The Superintendent (and the Board) must of necessity develop E?olicies, but

_ the staff has to /do the essential work of procedurally imﬁlementing these
policies. It becomes_cr,ucial that the Superintendent have a Deputy or Area
=, /’

Directors to oversee both the day-to-day school program and coordination of

such staff work,

7. Regardless of what organizational pattern may eventually be

e - .— VU SV

adopted by the Board, the following functions must be considered of the

highest priority: N
o ) ‘A. Indepth job descriptions for each staff-line position

B. Management by-vbjectives program -

C. Time accounting procedures

D. Development and implemen’tétiéﬁ of the staff evél&étion‘ plan

. ' E. More effective district cro'mm\inication with the lay public

A - ,

- -\ . | 6
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It is essential that all line-staff administrators have a definitive job descrip-

tion for which they are 'held accountable, ~

_The management by objectives program should include specific objec-

J;/txv/w, activities to be instigated and cr{teria or indicators for judging how.
. they are accomplished. The job description is a Board/Superintendent
function. The development of creative objectives and the attendant activities. -

are functions of the staff-line“dfficer. However, these objectives-activities

v

\ . are subject to review and revision by the Superintendent aod the Board.

The -tinﬁe accounting system should relate to the activities of the

management lly objectives prog_ij_am,' and costs and achievements can be'both

~ estimated and ,\i'efined.
LN

The one, \single ingredient that ties  management and teaching. s;:aff, i

. oo . .-
/ together is an effective and objective staff evaluation. ’ The District needs
\ - N
{ to consider multiple perspective evaluatio systems invol\‘rlng.a combination '

. K -
! v

I of supervisory student, peer and parent persons
\\ E 3

N In light of th\e recent defeat of the tiwo leg\ proposals, it is quite

N\
\

" obvious- that additional strategies for effeotive comﬁﬁty relations must be
i -
\ considered. The Superintendent is the k(;ay to such strategy development.

b 1

Planning, Research and Assessment 1

At the present time the description for this position indicates it is an

3

accumulation of staff work and implies a quality control and moniforing’

-

function. The relationshiﬂ\‘between curriculum-services and the planning,

research and ass'éssm‘ent“ szc‘tion appears hazy. There seem to be serious

. gaps between school curric \um development and general planning. It is

o L




difficult for the observer to determine who is accountable for 'curriculum ) |

.rather than diffused throughout the District.

'and operation of new curricula are line functions.

¥

- |

development, lt l.é not elficlent to put teacher teams together to develop

curriculum. A more efficient method is to assign curriculum development
Vo Yin

to a department or section ‘and involve teachnng staff in a review and
i -

Fritnque position rather than a developm_ental position. Plannipg, research,

. g ' \——"
development and assessment should be assigned to a sipg{e department,
Over time, the centralization

. o |

of curriculum developﬁre{t should build & specialized set 'of competencies in

- %

planning, research, develol%wnt and assessment in ‘the District., The major
- PN BN
funct\ions of thxs department should be: goal development, quali y. control of

ongoing educational programs, 117w curriculum development and assessment
Recommendations E'/ o 0o

+ . S ’ ‘
8, Curriculum development should be a staff function, Implementation

ve, P

<
N

Curriculum development does not occur in a vacuum. -New development

) v '

is based on validated needs, the teaching staff must perceive the ‘heed for . |

development and be given th\é opportunity to review curriculum proposals
\, : / |
and influence the fxnal curriculum decisions\ It ls axiomatic that the design * |

of staff development programs leuld also be housed in the departmen\t The
implementation and operation of thé staff development program are line

-

functions. BT v . /

9, Qualitziontrol should be a major function of the planning, res&u@,

development and assessment department, v SN

.
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Personnel Services

The present Personnel Services Office of the District is seriously

understaffed and is looked upon as inadequate. The employee relations

effort is basically a personnel function. The current organlzatlonal chart
makes it unclear whether the function of policy development and lnterpretatlon

applles only to the employee relatlons function, or negoflatlons, or whether
rs‘-éi

t L ]
it applles to overall policy development Rl

" 1 .
Recommendations ) -

10, - Personnel ser‘vice and employee relation services should be merged

0

into a aingle department.

There should be separate departments for compatible functions only

when it s absolutely essential to have separate departmeﬁts.. The/ separatlon

A 5 N

of these functions tends to increase staff and duplicate el‘forts. However,

~

the major‘ problem is one of loss by separation of expertise and conslstency

and a weakening of communik\:atlons.

\ \ _, |
Centralization v. Decentralization . .
Decentral ization is a managerial technique delegating responsibility and
) i ’

T

some 'declslon making to officials of subunits of the local school system.

Schools in a pertlculer geographic -area are admlnlstered by a middle . |

=]

' managément person. ” Community participation may involve any systematic

N

and" atructural method for enllsting community asslstance’ and advice in the .

/—~\ q )
decision i'ﬂ{klng pmeess. The committee conqldered nine types of decentral-
~. .
ized systems, b\\z‘t Ior varlous reasons of’slze, community characterist}cs,

-

_ete., felt that only one t'ype was. qppropriate to the Edmonds District: A

F -" / ‘*3‘ \ 9




_ alternative,

7
e

S

'system which decentralized administration of instruction and centralized
A :

\aQninistration of supporting services. In addition, they felt thgt citizen

\

3
participation (and not community involvement or community contg\ol) was the
-orly viable model for decentralizdtion. * \ '

#

It is questionable in the mind of the committee whether the Edmonds

' School District as an entity, can be a central focal point of sych a multiple
s | .
community. Given the municipalities of Edmonds, Mountlake¢ Terrace,
' /

Lynwood and dedway, and the communities of Alderwood Manor and Brier,

the qdmmittee‘wonders if provincialism should not be captured rather than

battled and that some form of decentralization is, thus, a desirable

L]
.‘“
s

A second major thrust for decentralization comes from the sheer size

. of the Edmonds District, a District enrolling some 25,300 students, P

f A third force for decentralization is the perspective m which parent\/d; \

pafroné and students v!iew the school district. The parents and the students |

(who eventually becomt\a voters) perceive a school district as their thin

slic:é of the educational experience, i.e. since no parent or student se/es
all or experiences all of the schools, their impression is limited to the
successes or probléms enjoyed or suffered by their children. Dtlcentraliza—-

tion thus fo7'ses on a smaller portion of the d{strict and specific problem

solving can/focus in on an area rather than the total district.

!

*See ERS Circular No. 7, 1969 Decentralization and Community Involvement:
A Status Report in the Information and Data Based Document.

24
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Page 2 of the Criteria for the Selection of a Superintendent states the

case succinctly when the school board ad hoc committee said, '"Among the
. -important characteristics of this 'community,' therefore, is the lack of

\\ \: cohesiveness--a lack of any real community feeling. While it is true that
| N ) ’ ’
|

H

district-wide organization is more and more common and a move for

-

~ \ !

political consolidation has started, it is still true that ‘the schools comprise
the major district-wide organization and that they must face problems caused
by lack o\f community feeling, lack of central political organization, lack of

traditional loyalties, and ignorance of real conditions and laws, as-well as >

/ —

-

because of the newness x\of the population."

° -

Recommendations o ’ T .

11. The Edmonds School, Distr[ct_shpuldfstrdﬁ‘gi;consider a_decentral-
. //“ .

- -~ ized structure for-the line function of administration of instruction (including

" citizen particip:tion) with a centralized structure for the staff 'functions of “\
»

supportive services. ’ . \ ’
i

Business Services

\

. The committee did not focus much attention on the organization of the
Business Office for at least two reasons: (1) an exhaustive study of this
office was recently (1968) completed by the firm of Ernst and Ernst and

(2) a full study of the business management .of schools in Washington, i.e., -

Public Education Management Survey, May. 5, 1975, has been underway d\fring

the course of this committee's work and isnow completed and released.
\ ]

It is the conclusion of the committee, however, that a number of

purely 'supportive staff services which now operate independently or under

19 S »

& "~
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the supérvision of an inagproprime department or division ought properly to i

|

|

|

) |
i . |
: . !

-

be_consolidated into the (lepart‘r‘nen_t of business affairs. One example would g(
‘ , i

be the media services which now function under the Assistant Superintendent "'
f

|

!

for Elementary Education. We refer here to such services as the actual

production aspects of educational media such as printing, duplication,

|

t

graplr{cs and the attendant acquisition warehousing reproduction and distri- |
{

; |

|

!

bution services.
Media services should be consolidated into the Business Office o

12,
functions as a division which might be called the Media Cost Center.

i
[
'
I
i
|
I
|

Summary of the Need for Reorganization
The basis of the need for reorganization comes from many sources

|

1'

,i

/

!

- Administrative Cabinet and Superintendent of Schools identified some |
dysfunctional forces of the present district organization , “~-\ {l

i

.’

- Summary of the Board's stated priorities suggested needs for
change . |

|
the Assistant Superingendents and the Administrative Assistant for ['
Planning suggested a sense of urgency about reorganization ;

- Individual interviews with a Board member, Superintendent of Schools,

- Indepth analysis of the current organizational charts revealed fault

- 26" staff members involved in-a concer;isus process identified
current critical problems in the schogl district /

it was apparent to the

Fror\n all the sources and cata availableb
{
ni: ,

V

committee that reorganization was needed.\ f‘unctions are spread uneve

Curriculum should be art!culated systematic\;)/lly K-12 and not split organ7 .
’ N / R

'izationslly. The line span of control is t7b great for effective evaluation,
. ' /

supervision and organizational development at the school site and especihlly
[

for effective instructional leadership by the Principals.

16 ,, |
| N
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While management by objectives is a high priority for the District, it
cannot be achieved ""veffeétively prior to a Board decision on whether or not
to reorganize. . =

Recommendations .

13. The School Board should adopt a policy to institute immediate

planning for consideration of a new organizational plan and to set a date for ‘

—— . ' /

the submission of that plan for adoption/rejectioﬂ/revision. -

Eventually, the public, the School Board, the Superintendent and the

: . . * . ‘ B .
‘staff must live with an organizational plan. .Administration is both an art
and a science. Any orgarization must be flexible and be able to deliver

effectively. the service. it pr%wides--educating the youth of the Edmonds

District.

o
b

-




improve curriculum articulation in the District. et

. The principal should make the final persomel choice pf school

s SUMMARY OF RECOMMENDATIONS

I

\

. The supervisory span of control of line administrators over principals

should be reduced drastically.

A major thrust of the District sh.dxld be tor provide the essential
support s;vices that facilitate instructional leadership by the principal.
Line authority separation bet\v.;een theh p}‘incipal should not exceed one
supervisor,

Administrative clustering of/ schools under a K-12 umbrella would

>

certificated staff employees. /
A Deputy Superintendent or Area Directors should be provided to
reduce the span of control now necessary in the present organization.

Regardless of what organizational pattém may eventually be adopted,

the following functions must be congidered of the highest priority:

-

A. Indepth job descriptions for each staff-line position

B. ~ Management by objectives program

C. Time accounting procedures )

D. Completion of the development and implémentation of the staff '
evaluation plan ' «

E. More effective District communication with the lay public
Curriculum development should be a staff function; implementation and
operation of new curriculum, line functions.

%8
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‘ =
Integration of quality control as a major function of the planning,
research, dgvelopment and assessment department.
. Merger of personnel service and employee relation servicéé into a
single department. S N : .
. A decentralized structure for the line function of administration of
instruction (including citizen participation) and a centralized structure.

@

for the staff functions of supportive serviées.

Consolidation of media seryices into the Business Ofﬁce functions:

(and possible renaming as Media Cost Celt;})\
Board action to set a policy to institute immediate planning for
consideration of a new organizational plan and set a date for the

submission of that plan for adoption/rejection/revision. ~ o

-




5.

CRITERIA AND STANDARDS FOR AN EFFECTIVE
ADMINISTRATIVE STAFFING PATTERN IN
SCHOOL DISTRICT 15

h »

States which provide basic school support normally mandate between

40-45 certificated personnel per 1,000 students to maintain minimum

+

instructional staff.
For each 20 instructional staff there should be a principal and vice

principals.

Legislation by the States: Accountability and Assessment in Education:
Report #2 of the-Coo;erativ“@A_ccwntability Project. -

The ﬁmctionql of the pﬂncipztl and the vice principals are to provide
laaderéMp fqr the supervision and improvqment of instruction and the '
attendent student personnel development. - |
Housekeeping duttes at the building level should be .accomplished by
classified personnel, t N

Every staff pdsition should be 'n:e'sponaible to dnls; one hi&h'er ’iioeition
and all positions should have a clearly indicated responsibility upward.

Each line supervisor should be responsible for ‘no more than 11

principals. In the Edmonds District there should be at least 3.7 line

administrators to. assure that District goals, managemert by objectives,

effective supervision of teaching, teacher evaluation and effective

learning is being achieved, accomplished or met at each building site.
'I:he bustness office staffing pauem/ appears to be adequate and should
continue as is and with some expansion due to transfer of functions Y,

by the various plans .
(£ 4
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The staff functions at the District level that are essential and need be I
. 17

accomplished are:

" Curriculum Director 1.0

_ Program- Developer's-- ‘ ' i

Curriciilum development, affirmative action, -,
curriculum planning, Management by Objectives :
Program, etc. 2.0

Media S}apport Technician | 1.0
/ 7
Federal/ Progri)ms Coorqi;étoi'- ) 1.0 )
Careér Educ;tion Coordinator 1.0
Special Education Coordinator ’ { 1.0 \
'Research Director ' /1,0 g
/e o )
" Public Relations Consultant | ' } 1.0
Goal Assessr.ne'nt and Program Evaluation 1.0
Personnel Dfrectf;r - ' s 1.0 . s i
Classified Persomél Coordinator o ; 1.0 |
Staff Evaluation Super‘v{;:or S, 0\ ' ;
Employee Relations Cinsultant . | . 1.0 i
Pupil Personnel Services Coordinator " , I Y R 3
Supervisor of Nurses - . ) 1.0 | i
. tﬁﬁ * ,
Superintendent of Schools | a . 1,0 N
Deputy Superintendent o E i\ ) 1.0
Assistant Superintendents and Line Supervisors | l 16,0
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*'I"his total does‘ not i'nclude personnel from the Office of Business Services,
which seem to be pretty well established. Nor does it include, instrug‘tional
sup;')ort staff in the Divisions of Career Education and Special Education
Services. The total also 'asumes discontimiance of general instructional
consultants. | ’
8. The following chart depicts five school districts ;)f comparative size,

] p’hﬂosoplw and suburban sophistication in thet states of Washington and

Oregon. The data from Oregon were: compiled by the Oregon

4

.\St\ate
AN

Board of Education as of September, 1973, from 1973-74 Oregon

t

School Directory with Community Colleges, The Washington data were

taken from the Washington Education Directory, 1973-74. The five

unidentified districts are designated by letters in the first éolumn: the
. =~ /)

second column contains the mumber of certificated central /pffioe
" administrative ‘and' supervisory staff; the third column givés the per
: /
pupil daily membership of the district K-12; the fourth qblumn lists the
/

ratio of central office administrators and supervisors to each 1,000

/ ,
students in membership; the fifth column Hsts‘the nun}ber of central

[oote

office staff that Edmonds #15 would have if they used/" this ratio.




. Comparison of Five School Districts ia Oregon and
Washington with Comparative Characteristics of the
Edmonds District for Approp;'iate Central Office Staffing

1 @) @ (4) O ®)

*

District - Central Daily Ratio of District 15
Office Staffing* - Membership Central Office (25, 300)
' . . staff* per using each
1,000 students . ratio
F3 —
A 26 1.8,739 ; 1,39 35. 17
l Eat) . . (‘
B 29 20,088 1,44 36. 43
C :_37 22,543 1.38 34.91
< D . 31 22,551 ' 1.37 34. 66
P E 40 25,486 1,57 39. 72

‘ - 1,49 . 370
® | N

e *Note: The staffing mumbers shown in column 2 above are certificated _

personnel only and do not include Business Office personnel whether

or not those individuals may be certificated. Thus, the data for all

five districts are directly comparable without reference to Business
Office functions. . ~

3

4

™
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.STAFFING CRITERIA

Criteria for effective staffing were located ir;,f"fhe ERS Report

"Guidelines for School Staffing Ratios.'; . Information describing districts

comparable to the Edmonds School District was excerpted from the ERS

Report, and is summarized in the following. Tables.

Tﬁe focus of the data is on

¢

- recommended ratios of professional staff and administrators to

students;

-

- recommended numbers and kinds ‘c‘;f,,admipistrative, consultant

and support ‘posi,tions based on mumbers of teachet;s; -

[}

- recommended school building staffing ratios based on school size.

Results were utilized in the preparation of the four alternative -

organizational structures.

X TABLE 1
. o
. N
District-Wide Rgtios of Total Professional Staff to Students ’
— —— — - -
Recommended Ratio Source ' ( ) Remarks

60-68:1000 pupils /

65:1000 pupils

68:1000 pupils /

/
/

125:2000 pu/pus

/

-

New York State Teachers
Associjation (87:2)

NEA Office of Professional
Development and Welfare

3

79417)
‘McKenna (70:8) ' _ Based on Associated
- | Public School Systems
schools of high quality
Adams-Cheshire School Minimum |

District (Mass.)
negotiation agreement
[l

reit ) 20




Q g : TABLE 2

\ District-Wide Ratios for Administrators .

Yoy

w ————————
Recommended Ratio Source ) - Remarks’
3:1000 pupils - Castetter, Griffiths, and  Includes only
, Felker (18:30) "administrators"
"In districts of 599 Council for Administrative Median size of admin-
pupils or less, 1:113 Leadership (28:21) istrative staff for .
f; in ADA . "optimum administra-.
| In districtsof, 600-1399 : - tive effectiveness"
' puplls, 1:177-4n ADA S according to opinions
In districts of 1400-2199 : of superintendents in
_pupils, 1:195 in ADA * 597 school systems in .
In districts of 2200:--2999 *. New York State in
pupils, 1:204 in ADA 1957.
* In districts of 3000-3999 } » ‘
pupils, 1:222 in ADA . SN ‘
In- districts of 4000-4999 DR
pupils, 1:223 in ADA CL
) . In districts of 5000-5999
! pupils, 1:245 in ADA -
A In districts of 6000-17500
v pupils, 1 315 in ADA
‘ 2 ' . AN
5 -7 1000—1200 in ADM Wynn (131:8) "Minimum number of
6 - 8:1200~1400 in ADM : full-time administra-
7 - 9:1400-1600 in ADM . tors and supervisors"

8 ~10:1600~1800 in ADM . 3
9 -11:1800-2000 in ADM . i . K

9 -1232000-2200 in ADM : : i
10-13 :2200-2400 in ADM : |
11-14:2400-2600 in ADM |
12-15:2600-2800 ‘I ADM |
13-16:2800-3000 in ADM |
14-18:3000-3500 in ADM |
16-22:3500-4000 in ADM |
18-25:4000-5000 in ADM

I
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tw

g o , ” - o Re
. .. \ I \ B
. \ / \\ \
/ : - \ :
® | TABLE 3 |
, .
The Superintendent and his Assistants .
. . : !
" Position - Recommended Ratio Source
Deputy-Superintendent Shou!d be added when number AASA (2:87) "
* (or other top of teachers exceeds 250 T -
assistant to super- ’
intendent) .
3 - . . ) . - ¢ -y .
. Administrative Should be added when number AASA (2:86) T
*\\\:\_“ " assistant or part- ~of ‘teachers reaches $0-250 - T
time intern’to :
superintendent ’
‘ Assistant Superin- ‘Should be added when number AASA (2:90) \
tendent for - of teachers reaches 100 \
personnel ' ‘ | E
Personnel Office 1 professional + 3 clerlcal: AASPA (5:22) 1]
. ' 1000 certificated staff o - -
. @immum) ) i""?" - “/ E
TABLE 4 ! B
Central Office Instructional Administrators and Supervisors :
. . A ——————
Position Recommended Ratio .. -~ Source .- —
Art onsultant " 1:100-200 teachers AASA (:113)
Reading/language arts 1:400-500 teachers AASA (4:113)
consultant
' ]
Music consultant 1:100-200 teachers AASA (4:113) .
4
Physical education *©  1:100-200 teachers AASA (4:113) .
consultant

22




o ‘ ’ —— ' TABLE 5

; ‘ . Audiovisual and Instructional Materials Specialist

3110 I Recommended Ratio o V Soue
Consultant in instruc-+ 1:200-500 teachers ~  MAASA (:113)
) < tivnal materials .
| [l

TABLE 6

" pasychometrists and Other Testing Personnel

!
»

Position ‘ Recommended Ratio . Source
{ L el
Paychometrist .. 1:100-200 teachers AASA (4:113)
N TA3LE 7
S , ,‘ .
/ ) School Nurses «
. ST : : sy .'.gwél
. Position Sougce . Remarks S
N " \f/ ¢ \\ @
1:40-50 teachers AASA (4:113) . Based on experience in
_ B \A T Bucks County (Pa.)
I \ -
) B ] .
* TABLE 8 .
L School Building Staffing Ratios
- N - S ‘ i — T— ETCianany
Source i . Recommended Ratio or Staff Composition

C

et

: . Council for Administrative - Based on a study of the junior high school in
- ‘ Leadership (27:26) New .York State, recommends the following

. " optimum staffing pattern for a junior high,
school of 700-1000 pupils:

1 principal
* 2 assistant principals
' 1 school nurse 3 '
t part- or full-time psychologist
. ' 3 guidance counselors
. 1 part- or ful-time coordinator of student
: ' activities ? ©

o
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TABLE 8

(continued)
w — ~———— ——
Source Recommended Ratio or Staff Composition

1 part- or full-time r~ordinator of
instructional materials

1 reading consultant

1 speech correctionist

Northwest Association of At least one administrator devoting not less
Secondary and Higher than 1/4-time to administrative duties for
Scheols (89:12, 14) the first 299 (or fewer) pupils enrolled in

o gsenior high schools and one full-time ‘ 5
Y administrator for senior high schools of

300-500 pupils. One additional admini-
strator shall be assigned for each 500
pupils or major fraction thereof. An
administrator is defined with the following
examples: superintendent, principal, vice -
~ principal, athletic director, attendance
director, activity director, dean of students,
and department heads with released
administrative time.

A ratio of 1 teacher to 25 pupils is the
recommended minimum. The term
“'teacher" describes the classroom teacher,
certificated instructional materials center
personnel, aides to teachers and certifi-
"cated instructional materials center personnel
for as much time as they give to instruction,
paraprofessional aides (counted as one~-third
of a teacher) and interns (counted as two-
thirds, of a teacher).

()
to
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. plans for submission to the District.

" can be shifted from one plan to another plan.

it

.INTRODUCTION TO THE PLANS

The select adviéory committees has developed four organizattonal

.

Plan I is a modification of the presenf District organizational
+ structure. . '

Plan II is’a decentralized area or regional administrative organiza-
tion with centralized functions.

Plan III is a decentralized organization with modifications of Plan h
at the building level and top administrative level. .

Plan IV is centralized organization plan based on the recommended
organization by the Washington Study. \

S

-

All plans contain the same basic functions, but are rearranged in

’ ﬂ_gifferent units, divisions or departments. Titles énd functions are

L3
v

occasionally changed because of the tasks outlined. Most of the functions
|

Each plan has certain strengths and weaknesses. The committee
attempted to give the advantages and disadvantages as they perceived
them. '

The committee as a whole tended to lean toward a form of
decentralization in District 15, essentially to get effective line supervision
to a smaller number of school sites.

In addition, the comm'ittee felt that, ever_ltualb;, the District, its
administrators and the Board must decide what organizational structure

would enhance and facilitate the growth of students in District 15.° /

A final note; what happens in the white spaces between the boxes' of

an organization often is as important as what happeﬁs in the box. Yet the
' ' ' ~ 25
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committee held firmly that form docs change behavior and that development

of communication devices 1s a part of the organization.
. /’
information

Many other organizational structures can be found in the’

|

and data based document that accompanies this final report. T1lﬂs document
i

especially deals with the issue of -centralization versus decentralization and
N l

The Eugene, Oregoﬁ school

should be studied indepth by the District.

district should be considered both for orgamzation and strategjes for

There are also multiple centralizéd charts in
|

achieving decentralization.
|
|

)
v

the document.
The District should also study carefully the forces in'\pinging on the

District; the consensus of major problems in the District; the disparity
between the Board priorities, cabinet priorities and the prihcipal priorities,

and the ranking by selected administrators of the functional needs of the
7
District All of these help to builc}/the case for reorganization. o /

To facilitate decision making process by the Distr?ct in choosing

among alternatives presented the management structure has deliberately

\ ’)
been broken into four o‘r.‘more parts. The first chart w’ill show the major
administrative positions, then line relationships and thenj the support units,

f
First, select the

It is in this order that we recommeno planning proceed
!
{

build the line relations and finally the support units.
|

I

|
{
| /

major administrative organization that fits the needs of/‘ the District. Then,
/
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ORGANIZATIONAL PLAN I

This plan is primarily a modification of the present organizational
structure. It retains the divisions of elementary and secondary education
under separate administrative heads. . |

The line function provides for four major administrators:
Superintendent, Deputy Superintendent, Assistant Superintend'ent for g
secondary education and Asgsistant Superintendent for elenientary education.

The support services provide for three major administratorez
Director of Persomnel Services, Director of Special Brdjects, and Director
of Business Services, who also serves under the Deputy Superintendent.

The Deputy Superintendent thus has a dual role, being both a line
officer for the instructional program and also the coordinator of all support

-

services.

g
7

If the cabinet is to be maintained these seven administrators would
form the core of the cabinet.

In the line capacity of the Assistant Superintendents for elementary
and secondary, it beoomes crucial that each Assistant Superintendent hove

at least 2.0 F.T.E. supervisors to work directl; with the buiqung

principale in developing and mo}nito&ng’_/management by objectives,

_ identifying problems and issues at each school site, providing organization

development assistance by school sites, and assisting the Assistant
Superintendent in the evaluation of the building leadership. In essence, the
offices of the Assistant Superintendents should generate the thrust for

improvement of instruction at each school site.

ui 27




. The crucial element in maintaining this effort will be the adequacy \ o |
of feedback from the Assistant Supérintenden_ts to the Deputy Super?ntendent \ v
who must coordinate support services to de\{elop and assist in problém

;éolving at tl;e schiools. S

ts

Department of Special Projects: This title may be a misnomer

because the department has several functions that are not truly special -
| projects but have a "special” namr\e in that the work v»;oul& be continually
shifting and evolving. 'ﬁle department contains all the f\inctions of planning,
re;earch, development, and .assessment.‘ It also coordinates Federal
Programs, the special education and the career education funptions. The ’
vationale for ‘placing these programmatic thrusts here is the developmental
. nature of the t'asks. and the need to reduce the number of supervised
employees reporting to the Assistant Superintendents of education. Note: |
All Federal Progi‘am teaching staff, career educ;z;,tion teaching staff and
special education teaching staff are supervised by the line officers, ‘ o
primarily the principals, with planning apd fnstructional support functions

provided by Director of Special Projects.

The clustering of functions in this way is intended to build a special

set of 'competencies and a staff that is especially flexible. -1t will be

[
;
;
i
|
3

essential that priorities are established by the Députy Superintendent and
Superintendent which flow through the line officers. It' is here that the
hstaff work would be done im such areas as Affirmat:ive‘lAction,\ and
Reduction in Force policies, :l‘i as well as state department and legislatively

.. ‘ mandated activities.

Ce | -7




@ .
A second prime consideration for this department is the need for

cooperative teamwork with staff that are affected by the work of this unit.
It is essential that instructional staff have input as to problems and
periodic reviéw of the development of special projects, so that it is

clearly understood what the various programs and solutions are attempting

%

-¥ .

to achieve,

’ It is also obvious that the number of F.T.E.'s required for this
unit depends upon the magnitude and number of problems identified and
validated by the li!ng staff, as well as the ability of the administration to
- establish effective priorities and to establish team relationships with\ line
administrators, The staffing pattern for this plan, as outlined in the pages
to follow, is modest in terms of provfding an acfeq\iate structure for the
identification and validation of probl?m areas. The breadth and depth of
priorities deemed realistically manageable would also control the staffing

limitations.
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- additional F.T.E.'s are required.

Recommended Stafl?ng P;attern for beyartment of Special Project;:

An adequ?tetst;fﬁng allotment for this departmeht would appear to
"requi:'e lthe fu'llti?‘n;’”g?%d}livalency of nine persons. It is. probable tha; most

» , .

of thesgx T.E.'s are currently allotted in the present organizational plan
in such del;artments and divisions as Planning and Research, Curriéulum
Develo'pment, Special Education and Career Eduéatim. Role defivnitions of
the positions conceived herein would, however, require re-evaluatiéﬁ of the

qualifications of some of these individuals for transfer into these positions,

as the roles are newly defined. Nonetheless, it is probable that few

pd

Director of Curriculum - 1 F.T.E.

"This poéitipn is most crucial to the instructional progress of the
Edmonds School District. The role is one of identifying critical :
,-'i;m?’t/z:ﬁc-t"ional needs and planning for the. éffectiye fulfillment of those 1;eeds.
What is required is a highly qualified professional with thorough lmb;vledge
of the most promising developments in curriculum and instruction and
possessing highly sophisticated leadership skills and techniques. The |
success of this individual will turn largely on his/her ability to work
effectively and productively with staff personnel.

Instructional Program Developers - 2 F.T.E.'s

The two persons assigned to lthis role of program development in
curriculum and instruction must be closely involved in the efforts of the

LY ' :
Lirector of Curriculum. These are the "here's how we can do it" people.

: [
Th\ h

v ®Urk from the identified needs toward instructional change and

34
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' Media Support Technician - 1 F.T.E.

‘research activities. The position would function under the Director of

&
s
\ 3
improvement. They must be highly knowledgeable in areas ¢f curricul\nn
content, aware of the availability of instructional materials -and skilled in,f.
"~
. o
innovative techniques and procedures. These are the people who "negotiyg"

with members of the instructional staff in devishg responses acceptable tg,ﬂ

staff .ag effegtive solutions to their expressed needs for improvement.

This bbsition need not be filled by a certificated staff member.

5
e
What is Fequired is a skilled and crestive technician.. The burden of the 'f";}

materials. The role is a support:lve one and the function is that of a : P

- o

facilitator. The indivic}ual must have the capacity to réspond creatively and .

-

efficiently to the needs of teachers for purposeful ipstructional materials.

w

ot

Researcher -~ 1 F.T.E,

The role concei‘;eci here consists of research activities !nfo problem
areas that arise Quring the conception and design of de;eiopmental solutions.
It also constitutes a rich source of professional information concerning néw
knowledge and beéhniques emerging in education which suggest promise for
enhancement of instruction in Edmonds. The function includes that of being
a resident resource person capable of instructing and advising any and all
professional staff personnel in the skills and pro‘oedures'of conducting
Special Projects and in close coordination with the Director of Curriculum

and the Program Developers.




4

Coordinator of Special Education - 1 F.T.E.

. activities in special education req/ure unique supportivé gservices. Thus,

This position presently exists and iz operational. It is a supportive
role in a hiéhly specialized component‘ of the instructional program. Staff
personnel engaged in speeial educatioﬁ-,instmction are assigned directly to
the seve\ral schools and funcﬁon under the line supervision of the building

principal. However, the very unique nature of instructional programs-and

\

the role is, at times, a’ consulti/)/é/e service to principals and staff

. /
personnel not expert in special /education techniques. & is also a critical -

l/ ”

liaison role between the Edmogds School District and the Staté Department
/ ’

of Public Instruction recpg*niz;ing the substantial body of unique regulations

and funding provisions which/‘create and sustain special education services.

Coordinator of Career Edl.:étion -1 F.T.E.

This position also,’exists and is presently operational. Comments
offered immediately aboée in regard to the position of Coordinator o(
Special Education are d’,i’rectly applicable here. ~

v

Coordinator of Federal Programs - 1 F.T.E..

School mstr;ct 15, like most school districts its size, has foul?d-i::
advisable and, iq fact, profitable( to employ a fulltime coordinator of
Federal Programs. The resources provided by ‘such a specialist allow
such ‘district t’o avail themselves of substantial amounts of federal money
to maintain and sustain particular programs of instruction aim;d at

particular needs. The function is now supervised by oney of the line

administrators. Under this proposed staffing pattern, this person would

o6 82




function directly under the [ﬁrector of Special Projects and in close

coordination with the Director of Curriculum and Program Developers:

Goal Assessment and Program Evaluation - 1 F.T.E.
l .
e
This position is critical to the function of quality control in the

district's reason for being--the instruction of students. R involves the

assembly and aééeéémgnt of the district's goals and objectives for L

#

instruction as established by the Board of Directors and the line officers. '
It involves a monitoring process to determine and communicate the degree -

to which goals are achieved and, thus, quality maintained. It also )

invoives periodic review and gsse§sment of goals to determine their °

current viability and appropriateness. ,

S <

A sécon_d major functional area of th;s position is ghe continuous
evaluation of the efficiency and effectiveness of the district's multitude of
instructional programs. The purpose is to determine,? on a continuing-
basis, whether the several progfams are, in fag;;, achieving what they _ .
purport to achieve and, at what cost.

This position functions directly under the supervision of the
Director c;f Special Projects and in clos;a cooxjdination with the Director of
Curriculum and Program Developers as well as with the 'coordinators of

Special Education, Career Education, ‘and Federal Programs.

Implications for Role Changes:

As stated above, this plan is submitted with two primary
considerations in mind. First, it is a straight line and staff pattern in a

centralized structure. Thus, it is as similar as is feasible to the present
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‘significantly adding to the numbers of administrative staff peMSonnel. This

" discontinued as contemplated here. It should however be noted that while

organizational plan. Second, it can probably be implemented without

\
is especially true if certain current positions--such as consultants--are

there is little increase in numPers of persc.ms, there are several upgraded
positions and oonséquently, a resultant increase in cost over the present
plan. ’ ) !

| Several new positions and titles involved in this plan can be cleariy
identified, even though the roles of their occupants have been previously
discussedT Concomitantly, certain current positions hav; been either

deleted or modified. A discussion of these changes follows:

New Positions:

The Dep:lty Superintendent of Schools

This is clearly a new position at the second highest level of the
. P .
administrative organization. (It is understood that such a position was

maintained in former years but that it terminated upon the retirement for

.

health reasons of the former occupant.) The position clearly requires a
top-flight school administrator who would be competent to stand-in for or
to replace the Superintendent on a moment's notice.

The normal duties of thé “I”)eputy Superintendent involve all of the

routine, day-to-day functions of administering the school district with
policies and procedures prescribed by the Board of Directors and the
distriet's Superintendent. Thus, the Superintendent is relieved of the

exigencies of crisis resolution on a day-to-day basis, It is important, the
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comeittée feels, that the Superintendent be afforded such reiief 8o asg to
better fulfill .his’ primary obligations to the Board and community of planning
and communicating,

The position outlined for the Deputy is a substantial one and will be
manageable only by means .of an effective team approach utiliziné extremely
competent persons in the six key administrative posts directly responsible
to the | Deputy. The Deputy represenfs the communications link between the
| Superintendent (and Board) and the six key administrators. He also
performs monitoring and coordinatiﬁg functions as well as particibating in
crisis reéol}ltion. | '

The Director of Special Projects

The function of this position has been previou'sly discussed. It is
one of the key administrative positions directly responsible to the Deputy
Superintendent. It is also a new position, and involves coordination of a
number of functions supporting the line administration of instruction. The
posit‘ion deals with those supportive functions that are deemed "special'
ciue to their ;:énstantly ,shifting and evolvi;g nature. It also g;ls with.
functions that require special components of expertise and liaison relation-

¢

ships with outside agencies.

The Line Supervisors (4)

e

These positions do not presently exist and four such positions are
recommended--two at the elementary level and two at the secondary level.
These positions are conceived as extenslons of the performance capacity of

the Assistant, Superintendents for elementary and \secondary education, The




- . - purpose is to make those twqd key administrative positions manageable.
The span of control and scope of responsibility of those two key line’
officers are unrealistic without the assistance of sueh supervisors.
| \ The counterparts of these positions do not exist in the present .
organization. It is possible, however, that termination of the current .

/
consultant positions offsets the addition of these positions.

)

-+ The Director of Curriculum . /]
This position has been--pre(riously discussed. | It is not a new
position. It is a redefinition of the present position| of Coordinator of

(\Jurriculum The directorship is a stronger, leadellship role which stands ‘

on its own as a primary function. The present cooi\dinator is directly
responsible to the line administrators. The new director would report to
the new Deput& Superintendent.

L)

Program éupervisors (2)

This is a new role and two such persons are recommended. The

purpose of these positions is to remové? the development of new -and revised

instructional programs from the committee rooms of-teaching faculty and

:_4place such activity in the hands of specialists. Program deveiopment

deserves greater priority then can be realized through the 'after hours"
peripherai activity of busy teachers * The counterpart for thege positions

does not presentiy exist although some of the function has been l .
accomoiished to some degree by the ofiices of the Assietant Superintendents

for elementary and secondary education as well as through the office of the 7

. . Administrative Assiltant for Planning, Research and Assessment. -

20
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T .
. . Researcher )

"The position has been previously discussed. The function has
previously been combined with that of supérvision of testing programé:

The latter responsibility takes too much time away from the résearch

S

function. The committee feels that the function of educational research in’
a school district the size of Edmonds deserves the prioriﬁ} attention of a

o fulltime position. If the Edmonds School District truly means to move

1

! ahead in the utilization of the best available knowledge concerniné teaching

and learning, then this new position is essential,
. ~ .
Coordinator of Federal Programs
/
This function is presently a function of the‘office of the Assistant

‘ - Superintendent for secondary education. The. committee feéls‘that this
position should lie in a support division rather than in a line unii. In
addition, the federal programs coordinator siiould be clos; to the district's
ch/ief administrator. Federal funds should be sotight to implement district
"policy and district programs. ‘The committee feels i_hat this position will

i

easily pay for itself as well as expand the program opportunities availabl® -

P L
e >

’///to ‘children of the district,

\
Goal Assessment and Evaluation®

This function is presently assigned to the Administrative Assistant,

for Planning, Research and 4A:sséssment. In the minds of committee "

members, this function of quality control deserves the atteiition of a fuﬁ—
time, compentent professional. The present Administrative Assistant is
. obviously sincerely interested in and capable of,this functien. But he has

s |
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' . too many other resﬁonsibilit'ies. Further it would seem that he possesses

capabilities for broader, general administrative responsibilities.

“

Positions Deleted or Modified:

Business Manager

This position has been modified. in the administrative reorganization
recommended herein. The scope of r‘esponsibilities has been broadened

and the title changed to that of Dirsecto\r of Business Services. . Thlé is one

\

of the six key administrative poeitions %irectly responsible to the Deputy
Sﬁperixtendent of Schools. The position encompasses all of those support
services which are loosely term ' "business services' or, services which

2

‘do not in themselves constitute instruction. It is not an actual deletion of

ition.
. . a pos ’

Administrative Assistant for Plamigg, Research and Assessment

This position is deleted in the proposed plan. The several functions
now assigned to that position have been reassigned to other positions in the
prorosed plan. Generally speaking, vthese functions have been upgraded and
expanded\il: their reassi\gnment. Deletion of this position does ;10t suggest
low esteem for the positgom On'the contrary, the reassignment of functions

"~ -verifies the high value which the committee places on those functions. They

| ~re much too important to be collectively assigned to one person.

Director of Special Services

This position has been deleted as 'such. A major function of the

present holder of thet position is one of administering special education

. T services. That function is retained in the proposed plan under the title of

22
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Coordinator of Special Education. Thus, there i8 not a numerical
reduction in F.T. E.'s by the deletion of the position of Director of Special
Services.

&
Functions Transferred in the Organizational Chart:

Media Production Staff

:I‘he media production ;taff is currently assigned as a peripheral
component of the Office of Assistant Superintendent for elementary education.
The transfer recommended herein is partly in keeping with the committee's
concern to reduce the span of control of the Assistant Superintendents, and

partly because of the comimittee's concern that the production aspects of

the provision of media services are essentiglly "business'" services. This
plan therefore recommends the“ transfer of media production sel;vioes to .the
Department of Business Se;-vices.

Director of Student Personnel Services

|

This position is transferred to the expanded and upgraded office of

the Director .of Personnel Services. No change in the function of this
division is contemplated.

Administrator of Employee Relations . / ’

This position is transierred to the expanded and upgraded office of .
the Director of Personnel Services. No change in the function of this
division is contemplated.

Critical Analysis of Plan I;

Any propoged plan for the administrative organization of any

enterprise will have certain inherent strengths and weaknesses that can
) A




become apparent through critical analysis. The inherent strengths and

weakneisses of proposed Plan I are obgerved to be as follows:
\ |

|
Stre 8:

i i
1) The plan enhances thé opportunities df the Superintendent for
l

relationships with key line administrators by plqcing coordinative relation-

ships With support admin;— trators in the hands of his Deputy. The
!
Superﬁntendent thus has a less cluttered route to the /fo}'ﬁrational levels of '

/ i
struction and les distraction from support fqnctions.
¢

- /f 2) The élan as proposed is quite simiiar in design and operation to

/ the present .plan. Thus it can be implemexted with minimal disruption or

!
anxiety on the part of current staff personnel.;‘

\ !

_.3) Communications control at the levreil of the Superintendent is
enhanced. This is so for two reasons: (1) liis span of control of
- operations is greatly reduced, and (2) the linl“es of authority and clustering
of functions dre significantly clari'fied. I
4) The addition of the position of a Deputy Superintendent greatly
enhances the Superintendent's delegation of authority tl;us increasing the
Superintendent's capacity to perform those functions which are uniqueﬁv his.
. - v )
This is'particularly true in regard to his relationships with the Board “of

P

Directors, his opportunities for effective community communication and in

time available for long-range planning.

-

5) The various administrative tasks are more centralized and

functionally related than at present.




L

Weaknesses:

4

A

1) Articulation of the curriculum from K-12 remains difficult.
This is inherent in the elementary-secondary split in line administration.
2) The desirable objective of promoting community cohesiveness

remains relatively ignored in this plan. The organizational plan does not

. address itself to any sort of community organization. .

- 3) Additional prcfgtiam supervisors' are required to reduce the
intolerable span of control presently inherent in the roles of the Assistant
Superintendents for elementary and secondary education.
4) "-Commtmity focused communications to the several communities
of which the Edmonds’ School District 1s comprised are not facilitated,
5) Public relations activities remain centralized rather than
dispersed a_t the level of the several communities.
\ \ 6) The opportunity for misinterpretation, distortion and subversion

of di t\w policy is increased by reason of the "layering" character of this

plan. \ -

~
il

7) Buildir%g principals are denied direct' access to the Superintendent
in the normal course of activities.

In full consideration of the apparent strengths and weaknesses of
thi's plan, it is important to- note that the success or failure of any
organizational plan is more dependent upon the persons involved than on the

structure itself. It takes people of good will and competence to make any

plan effective.

S
19}
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PLAN I: ORGANIZATION CHART A

Board of Directors

*Superintendent

*Deputy Superintendent

-

*Director .
Pers. Service

*Director
Bus. Service

*Director *Asst. Supt.|
Spec. Projects Elem. Ed.
*Asst. Supt.||
Sec. Ed.
Principal [~

*Denote probable member of Superintendent's Cabinet




PLAN I: ORGANIZATIONAL CHART B

Board of Directors

'*Superlntendent

Deputy Superintendent

Asst. Supt. for
Sec. Ed.

Supervisor

Supervisor

Bldg. Principals

Elem. Ed.

Asst. Supt. for

Supervisor

Supervisor

Bldg. Principals

W
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‘ PLAN I: ORGANIZATIONAL CHART C
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PLAN I: ORGANIZATIONAL (\.\HART D

t

Deputy Superintendent
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\\'pLAN I: ORGANIZATIONAL CHART E '

ﬁ{eputy Superintendent

. . \ 'l
. rector of ' ‘
Busingss Services

Purchasing Food Services —
Data Processing 'Plant Facilities aal
- ! \
Budget & Finance .| Transportation
. : *
Payroll & Acqounting *Media Cost Center}—

*Tl\}is detail on Media Cost Center

! !
' '
: supplied because recommendation Production :
i calls for Media Cost Center to be Supervisor '
1 newly consolidated in office of ' '
| support services. '
! Printing : !
! !
! !
! !
| Photography '
] \ !
! !
! Graphic Arts '
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ORGANIZATIONAL PLAN'Tl

This is a decentralized organizational plan. It provide's for the |
schools to be divided in K-12 administrative areas. The number of areas
is optional. In a district the size of Edmonds there ought to be a minimun-
of three areas and, logically, there could be as many as five administrative
areas. Administrative dleoentral;zation is a function of size and effective
supervision and management. Decentralization is not the answer ‘to
management problems unless it appreciably improves the day-to-day
management of the schools and the quality 'of the instructional programs
offered in them. The saving of money {is not one of the benefits of
decentralization. Veto powers over policies or ao;tions which are consonant
‘with district-wide policies still réide with the central administration ;nd
the ‘Bo’ard of Education. |

- The duties of an Area Administrator include the following:

1) Provide liaison between an area and the central office.

2) Represent the school and discuss school issues and problems.

3) Administer and implement the educational program within an area.

4) Work with local school personnel to identify progr;m needs and .
to determipe prograﬁxs of learning to be offered.

5) '\\Work with principals and teachers to evaluate professional
competencies, and to secure professional services and resources.

8) Determine staff needs, screen candidates for positions on the-

teaching\and. adhfﬁstrative staff, obtain needed services for the school and

ol - ) :
47




p ¢
puills Wiy

secure the appropriate centralized support staff to assist in problem
resolutions. 't

7) 'Participate with parents and community groups in the Edmonds
School District in e;tpl@ning school needs, policies and procedures.

8) Reflect accurately the concerns and opinions of parent and
community to the central administration.

The decentralization of authority and respoﬂsibility has several

* distinet advantages over the presené centralized system.

1) Groups schools into smaller administrative units for sharing of
resources and making decisions which respond to tﬁe diverse needs of
children in these cc;mmlmities. |

2) Provides for systematic parental and cémmunity advisory input.

3) Facilitates better articulation of K-lé curriculum.

4) Facilitates the tasks of ‘communication‘and coordination of
resources for all 41 schools in thé Edmonds School District.

5) Places the building principal in a position of taking directions
from a single source. Maximum accountability is delegated to one person.

| Two features are central to the area directors' ;'ole: they are
generalists, and they have general authority delegated by the Superintendent
for tﬁe operations of the schools within a designated area.

Their job is to put it all together. 1 The area director assures that

effective learning occurs at every school site within the area.

{

1gee the Eugene Public Schools document in the Data and Information -
~ document, p. 6.

Lrng
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Iinplications for the Plan: When a. district decentralizes, there are

séveral key questions andTssues that must be resolved. These are:

1) " What functions should remain centralized?

2) What are the most effective attendance areas from an
administrgtive point of view, and what are the most effective contigious
community areas ? h

3);: Whe;:e should the Area Administrators be housed ? \
There are no easy solutions to any of these issu;s.' Regardless of how‘
the .Board decides, there will always be advantages and disadvantages for
each decision.
N Answers Eo these three key questions as they apply to the Edmonds
District are\ d;escribed below. : -
Centmliéing all functions except supervision and management of

-

Ynstruction appears to be the best solution for the Edmonds District.
\

\

\ The development of effective admini;trative areas is probably best

centered around a single high school, its feeder Junior High schools and

o gt

their feeder‘l elementary schools. .At the same time, if it is possi_ble
logistically, it would be well to incorporate the political entity of a

municipality or a cohesive community.

- \
\

. The housing of the Area Administrator is probably the thost difficult

decision of the three issues. The Area Administrator needs to be close to

policy deveiopment at the central office and yet the demands on his time to

bg close to the area for effective identification of individual school problems

is also very important. What seems to be more important than where the

|

%
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administrator is housed is how he is eyaluateci. Five crucial elements are

involved in the evaluation of an Area Administrator. These are: Does the

. ]
administrator effectively interpret policy in his acea? Does the admini-

strétbr effectively develop and supervise the instructional programs in the
area? Does the Area Administrator effectively communicate local scﬁool
r_xeeds and policy applications to the centr;ll office? How effective is the
Area Admmith_'ator .in developing systematic community parﬂcipation? How
effective is the Area Administrator in bringing .centra.liz}ad resources to bear
on fie problem of the school site? _ :

“In P'ilan I, previously presented, extensive discussion of ‘proposed
positions and roles .was offered. Certain of those concepts and applications
were, in the minds of conmlitfe;"members, overriding in their Pertinence
to all of the plans to be p;-esented. Thus in this presentation of: Plan I,
and in subsequent presentations of Plans HI and IV, discussions of positions
and roles will not b;a repeated except in instances where. the~ naturev or
philosophy of the plan being ‘presented entails deviation from the concepts .
and applicétior;s of roles and posltionf presented in-Plan L‘

In Plan II thé committee is;;gégommending three Area Adm!nistrators.

This recommendation has posed several concerns in the commigtee's

_ deliberations. One of these is that, for the greatest effectiveness, the

Edmonds Schoal District should be divided into flve areas, which in thé

>

long run would probably pay high dividends through improved delivery

systems at each school site. In addition, division into five areas would
-.3 ) . -
> §o o
reduee the span of control for administrators so that there would be an
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approxir;mate ratio of one administrator to every six principals. However
because of costs and political consideration such a plan might not be
feasible or #cceptable to the community.

Position F.T.E.

Area Administrators 3.0

13
- "

< Superintendent and Administrative Assistant for Coordination:
In this plan there are no in;ervening line 'ofﬁ%'s betwqgn the
Superintende ~ f S«ihools and the Area Adnﬂnistrators,. The Area\
Administiators replace the positions of Assistan; Supe;'lntengents for
elementary and secondary education as presented in Plt;n I.‘ There hds
"been ‘added an Administrative Assistant to the Superintendent for coordination
of centralized support services to be provided to thg Area Administrators -
for thé improvement of.instruction and the delivery of effective management

and housekeeping functions.to each area. This Administrative Assistant

<

position replaces the position of Deputy Superintendent recommended in

plan I, and would have a line relationship with the support directors but

not with‘the. Avea Administrators. With the Area Directors being’ held

accountable for m;!nagemetif an}d_ supervision, ;hey should have direct lines
) tq;t'he Superintéqdent without going tt_xrougl‘l an Administrative Assistant: |

e

~ Position * _FT.E,

D Y

§ Supt, of Schools 1.0

. * Adm. Assistant 1.0



Director, Division of Personnel:

The decentralization plan ;:ould exist with the present organization -
staffing plan but it is strongly urged that the Personnel Division be
improved to meet a prot;xinent need in the district. The functions of the \E
* Personnel Division listed her;a bring tt:é&her the classified, employee
relation, and the certified functions. The staffing and function of this
divish;n as recommended here is éssentially the same as that recommended
in Plan 1, however it does not include the functions o'f Pupil Personnel
Services as recommended in Plan L. Please note that i¥ is8 recommended
that staff selection be done by the immediate supervisor and not by the

Personnel Division.

Position ' F.T.E.

Division Director 1.0

Classified Specialisft .10 | !
_Employee Rel. Spec. , .5

Certificated Specialist 1.0 »
Negotiation Specialist K 5*

*L is assumed here that the Division Director would also be partially
responsible for some negbtiations. Ip today's market an analysis should be
made to ascertain the need for 2.0 F.T.E. in either the classified or
certificated specialist position.

i N
Director, Research, Development and Evaluation:

It is very importzﬁlt in a decentralized system that this section e "

a strong division. It is essential that federal and state funds be sought to
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o

build new curriculum programs, that the district have research capa.lbilities
to provide a base for effective programs and that planning and curriculum
develc;pment occurs in the district. It is just as important that effective
goals be established, that needs be assessed and that effective curriculum
\xﬁaterials and effective evaiuation prbcedtures be available to the school
gites and to the Area Administrators. The staffing and functions of this
division as recommended here are in large measure the sdme as those

’

recommended for the Office of Director of Special Projects as presented in

N

Plan I. Exceptions are that the Special Educwtion'programs and Career

Education programs are not included here.

Position F.T.E.
Director, RD&E 1,0
Research Specialist "5
Planning Specialist 1.0
" Goals Dev. & Assess.

*ang Evaluation 1.0

- .

Curr. Dev. & Pilot
Projects 2.0

N

Sta‘f\KDevelopment .5
Feder\é; Program . 1,0

Director, Divisifin of Educational Service:
Y
As with the Division of Research, Development and Evaluation, it is
important that the Division of Educational Service be a strong division. The

curriculum specialists avaﬁibl’e are assigned to this division and work on

call to the Area Administrators. As recommended herein, this division
YA 3
\

N\




picks up the Special Education and Career Education programs which were
assigned to-the Division of Special Projects in Plan I. It also picks up the
functions of Pupil Personnel Services which were assigned to the Division

of Personnel Services in Plan 1.

Position F.T.E.
Dir., Div. of Ed. Svec. 1.0
Spec. Ed. Coordinator 1.0 /
Spec. .Ed. Program h
Managers . 6.0
‘Career Ed. Coordinator 1.0
Director of Nursing 1.0

Dir. Counseling and
Guidance 1.0

Prof. Specialists NA *
*As needed either as part-time employees, consultants on honoraria,
fulltime employees or special assignment from certified instructors.

Critical Analysis of Plan II:

This plan, like all others, has inherent strengths and weaknesses.

They are observed to be as follows.

s

Strengths:

1

1) Affords ample opportunity for exercise at the local level of the
particular talents and sensitivities of building and area personnel.

2) Facilitates easy identification of potential leadership personnel.

3) Minirpizes delayé in decision-making at the local building level.

4) Affords more -efficient utilization of the time and abilities of

o8
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local building personnel.

5)  Suggests improvement in the quality of decision-making.

6) Promises reduction of paper work unless bureaucratic procedures
procedures are invoked, in which wcase, paper work could be increased.

7) Facilitates community involvement in task force activities at
each school site.

8) Provides for effective curriculum articulation, K-12, within
each administrative area. .

9) Clarifies and streamlines li_ne and staff relationships.

10) Provides more logical and simplified organization of functions.

11) Stimulates creative thinking at the point of delivery of
instrﬁctions services. ] .

12) Offers diversity in decision-making across the three
administrative areas.
Weaknesses:

1) Creates lack of uniformity in activities and functions .and
possible inconsistencies in administratibn across the three areas. u

2) Area modules might become ;solated from and ignoré or rejgct
district-level direction and/or coordination.

3) Lack of coordh\lation of district philosophy could result in
resurgence of domination by the Superintendent's cabinet.

4) Area Administrators may enc_roach upon central office policy
prerogatives.

5) Tends to inhibit and discourage the formation and operation of

o9

55




district-wide task forces.

6) Failure to grasp the essential ingredients of conceptual'
initiative and localized decision-making could render the Jecentralized
opera@im not.hing more than an illusion.

In conclusion:

s

characteristics of the Edmonds School District suggest some sort of
\

Tl)e committee members feel that the unique, pluraliétic community

decentralized plan for administration. Decentralization would seem to be

particularly pertinent to the line functions (or delivery system) of the
/

district's total operation. Again, the corﬁpetence and good will of the

people who man the system will, in the end, determine the success of any

plan--centralized or decentralized. We believe, however that effective
responsiveness (to community needs) in a distﬁct so diverse as the
Edmonds District would be greatly enhanced by a decentralized delivery

system.

c0
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PIAN I

[ Legal Counsel }—

ORGANIZATIONAL CHART A
o

[ Board of Directors |

Superintendent  }——{P.R. Consultant|

Feeder Jr. Highs
Feeder Elem
Elementaries

Principals

9 - Elem'
3 - Jr. High-
2 - High

{ Cabinet* B
Admin, Asst. for Coord.
Support Services*
Director Director Director- Director
Bus. Serv, Edug. Serv. Rsrch, Dev., Pers. Serv.
Evaluation
Area Area Area
Administrator* Administrator* Administrator*
Lynwood Woodway Edmonds
Meadowdale Mountlake Terr.

Continuation H. 8.

Feeder Jr. Highs Feeder Jr. Highs

Feeder Feeder
Elementaries Elementaries
B -;—/ ¢ ' -

v
!
|
;

*Denotes probable member of
Superintendent's cabinet.
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PLAN II: ORCANIZATIONAL CHART B

Line Relationships

| Board of Directors |

{ Superintendent |

Admin, Asst. for
Coord. Services

[ Area I Admin. |

| Princt als ]

[ Vice Principal |

[ Area I Admin, | | Area T Admin, |
| Principals H [ Principals -
{ Vice Principal | [ vice Principal |




PLAN II: ORGANIZATIONAL CHART C

'Business Services
L3
\ \\\
\ “ [ Board of Directors
| Superintendent |
Admin. Asst. for |
Coord. Services ;
, Director of
Business Services
Trans. Focd Purchasing - Plant Data |
Services Services Warehousi Planni Processin
Payroll Budget Media | | | Maint. & 1 Security
Acctg Finance Prod. Oper. N
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@ ' PLAN I: ORGANIZATIONAL CHART D

Educational Services

| Board of Directors |

| Superintendent |

Admin. Asst. for
Coord. Services

‘ : Director of

‘Educational Services

Career Special Nursing Pupil Profession
Education Education Services Pers. Serv. Specialists

Program
Mgrs.
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BLAN I: ORGANIZATIONAL CHART E

Research, Development and Evaluation

[ Board of Directors\Js|

| Superintendent |
, B
|
|
:
Admin. Asst. for
Coord. Services
Director of Research,
Development & Eval.
Federal Research Planning Goals Dev., Curric. Dev,
Programs Specialist Specialist Assessment, & Pilot
- & Evgl. Project -
Staff Media
\ Development Development
. 7
\ ¢
N
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. PLAN I: ORGANIZATIONAL CHART F

Personnel Services

[ Board of Directors |

[ Superintendent |

Admin, Asst. for
Coord. Services

o

1 —
. ; Director of

Personnel Services

Classified Employee Certificated
Relations
Job Specs Negotiations Job Specs
) . Specialist
Recruitment © Affirmative Recruitment
Action f
Screening Employee Screening
Comm. Spec.
. Record Keeping Public Info. ta val.,
Specialist Specialist
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ORGANIZATIONAL PIAN I

This plan incorporates elements of organization and management

z

which are lfhe greatest departure from the present organization. - The plan
employs elements of .both[ centralization and decentralization concepts. It
addresses two apparent needs in the emerging dilemma of America's

. community schools: (1) the need\to provide more vigorous leadership for
- teaching and learning at the building levgl and (2) the need for more'
effective involvement of students and parents at the point of delivery of

instructional programs and services.

District level Concepts

Reduction of Vertical Distance: Plan III features a structure which

brings the area delivery system component into direct line responsibility
to the Superinten(jent of Schools. Thus the veﬁical distance between the
focal point of (iistﬂct polic); devglopment (_the Superintendent of Schools)
and the point of delivery of programs and services is vastly reduced.
- There is only one intervening level of translation--the level of the Area
Administrator‘.. There should be little loss of either accuracy or of import
7 due to deterioration in transmission from either direction.

Decentralization of Line Function: Another feature of this plan is its

decentralization of the line function of instructional decision-making,

1

combined with the rather comprehensive centralization of support functions

at the district level. Decentralization of the line function of dJecision-making

» &

is possible without fear of significant misa.pplication or distortion of district -

(g
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poiicy by reason of eliminat-ion of the vertical distance in oommunicatic’m.

The centralization of support services at a point quito apart from the -

several area loci of ling decision-making poses some threat of coriimuriica—

tion barriers hc;wever. |
The Superintendent of Schools under Plan III would need to be .

constantly mindful of his responsibility to facilitate free and open .coxr'lmun- :

ication betvyeon and among :.e four Are’:; Administrators and tiie top .

"Administrators of the three clusters of’support sérvices. This.group of

seven key administrators would constitute the Suérintendent's Cabinet ,

which wou]d have the potential to provide a‘ strong vehicle for effective

communication. !

ILocation of Area Administrators: As note%i previously in the.presen-

~

1

tation of Plan II, one oi the critical issues in dc\acentralization is the
question of vghere the Area Adminiqtrators should .be housed--either
individually out in ti;e community area of responsibility, or all together at
the central office. The critical issue is whether direct communication is i
more crucial' between the Area Administrator and the building persox;nél 3
respons/iblvekto him, or whether the crucial point of communication is j
between the Area Administrator and the Superintendent and Administrators

of cluvslters of support services. In' traditional admmis:rative organizations,
communications to ard from the building level is believed to have suffered.

4

Plan II might turn that dilemma around if Area Administrators were housed

in the communities of their rospective responsibilities.
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A Variation of Bosic Plan: The committee has considered--but not

v

. A
proposed--one valiatjon ot Plan"TII"a§ hrein presented. This variation

\. . '
would be, to have five Area Administratons (instead of four) and to

reox:ganiée the support services into five f:lusters with the five'key admin-

istrators doubling as an Area Administrator and as top Administrator of

a cluster of support services. This should provide effec - e—relationships

N“‘;\‘

between linff{u.nqtions a;ld support functions beca>use of the interdependence
of Area AQminist;‘ators upon each other for the effective administratiox} of
support éervices. . Another possible advantage might be the reduction to
only five key.: administrators instéad of seven as pro;)osed under the basic
Plan iI}. A serious coricern would be the feasibility of the span 'of cor;trol
.

posed when an Area Administrator doubles as an administrator of support

services.

Facilitation of Creative Diversity: Onk of the objectives of decentral-

ization of the line function is to encourage and.support the conception,

design and implementation of creative soluti(;ns’ to educational problems at

4

and even the bﬁilding levels. This objective assures a conside%e
and

the area
*

measure of divei'sity of educational programs and procedures between
- 3

i
among the several schools and areas. Such diversity would arise from the

~

unique needs and concerns of the aeveral school communities and also as a
result of the specific talents and emp‘ases of instructional personnel at

each of th. several school sites. Again, the Suberintendent would need to

"

-~

assume a major leadership role in communicaﬁﬁg with and among the Area '

Administrators to assure that the diversity created would not encroach




4
' upon district policy-making or violate the thrust of district policy. ' Creative

h and stimulating diversity cannot be permitted to revert to chaos.\»l
: \
\

Centralization Versus Decentralization: Much discussion has ensued

during the course of the committee's deliberations about the merits of
centralization versus decentralization of functions. P}an III presented here
' ' depicts wha"t might be ealled \the committee's split personality on the
subject. Reducet‘i ;:o its simple\ft form, the conclusion of the committee
is that those fanctic'ms whose coé{t and effectiveness can })e enhanced through
centralization should be centralhjzed. Those functions wh\ose‘effectiveness
would be\en'hanced by decentralig!.ation should be decentralized--especially
: . 4 / .
d Jin those instances where ‘the fu?/ction is critical to the purpose of the
. ‘ enterprisek In such instances / costs measured in dollars must be weighed
against cost measured in performance loss.
From this basic p'renvi‘/fe, the committee concluded that support
/ services can be centralized without critical loss in effectiveness and that
costs can thereby be si / ificantly reduced. On the other hand, it was

Ve

concluded that any mongetary cost-benefits which might be derived from the
. centralization 7{ the line fur’y Yion of delivery of instructi.onal programs and
services would be achieved at too great a cost in loss of effec;:iveness in
/ programs and serwvices. Indeed, it was noted on many occasions that the ° )
growth phenomezloniof "bigness' which has captured and overwhelmed the
Edmonds School District, together with the pluralistic\nature of community

_development, have rendered the concept of centralized line function all but

. unworkable in terms of effectiveness. Effectiveness in this context is
0

| Q
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. measured in terms of capacity for discernable response to éommunity
needs and of the time frame réquired for decision-making at the point of
delivery--the l(;cal school site.

The resulting application of such conclusions about the relative
merits of centralizz;tion ve.rsus decentralization are embodied in Plan III as
presented herein.

Building Level Concepts

A second major difference in this plan is the treatment of building -
administration at the school.site. The concepts of the district level dual
administration can be used in either Plan II or 5. There is not

necessarily a relationship between how the building is organized and how

. _the central adm}nistration is organized. The building level administrative
concepts in Plan IIT can be used in any of the plans--but only through
cautious piloting of such a system. Two overriding concepts in considera-
tion of a proper delivery system are addressed by Plan III. One is
community participation ;ind, as a result, responsiveness to community

— s concerns. A second overriding concept ié that within the bounds of

established dijstr'ic)IE ;;olicy, instructional decision-making should occur at

the closest possible level to the point of delivery and within a time frame

that affords almost\ immediate response.

Building Level Management Team: A concept of Plan III that is
certain to be startling at first blush concerns elimination of the role of

the building principal--at least in the terms which now characterize that

. /

role. There is much dialogue abrc;ad in the land vis-;-vis the critical

1
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need for competent and unfettered instructiongl leadership at the building

level-~the point of impact of the delivery . There seems to be some.

/,

method for school leadership could be i
¢

proposed and tested. Discretion/ nd candor would seem to suggest that

should be enhanced or an alternativ

building effective administrative leadership

t

we at least give high priority

’

component of school building'/operation.

, .
Bridging the Adversa,é Moat: A number of developments and

eventualities have emer d which, in their inter-reaw, have

!

created a considerable measure. on and confrontation between

—

e ——

classroom teachers anc; administrators. The_ b&ilding Principai, once

evolved from the role of head teacher, and once respected as a master B
teacher, now finds himself outside in conflicting roles between policy and
instructional leadership. A treatise exploring the developments and4
eventualities which have nurtured the aforementioned friction and

confrontation could be déveloped here but such a digression does not

v

seem purpos:eful. Suffice it to say that there is a crisis today in the

matter of the role of instructional leadership at the school building

level.

The committee is not posing herein as an all-seeing, omnipotent

body with incontrovertible solutions to this dilemma. The committee has,
however, addressed itself to the broblem. Further the committ!ee feels
that perhaps its greatest contribution is to validate the existence of the

7
problem and underscore the fact that it is not going to go away merely
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becauqe its recognition is repulsive and solutions are not apparent. Some
creative approaches -aimed at redress of grievances should be undertaken.

A new role which, for want of a better title, is herein referred to
as the Executive _Seci‘etary of the school is offered for consideration. The
title itself suggests the nature of the role. The individual would be charged
with the housekeeping tasks of building management: budget control and
accounting, —s-é'heduling, office management, coordination of support services,
buildihg maintenance, space utilization, etc. The individual (as the title
suggests) would not be a primary decision-méker but, rather, a facilitator
or, coordinator, following through and implementing procedural decisions of
a building management team. The role would include a primary function of
liaison--communication--between and among the several units and levels of
the delivery system.

Another role might be termed that of Chairman of the Department of
Curriculum and Instruction within the building unit. The primary function
of .instructional leadership would reside in this role. The full attention and
energies of this person, unfettered by housekeeping chores, could be
focused on program development, implementation and aésessment as well as
upon staff evaluation ahd staff development. The individual would, of
necess,dty, have to attain status as a member of the instructional staff,

This person would be assisted by released time departmental or grade-
level chairmen.

A third role would be one which might be called head counselor.

As an alternative the role might be titled, Coordinator for Pupil Personnel.
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The functions would include guidance and counseling--expanded from
traditional scope at the elementary level--attendance a‘ discipline. In
the elementary schools, this role would probably also *nclude the coordina-
tion of student aciivity prog'rﬁms. |

A fourth role pertaining to the secondary schoois, would be that of
Student Activities Coordinator. This is a familiar role in gsecondary schools

as they have functioned over the last decade.’

Instructional Decision-Making %esting in the Building level —

Management Team: The approach to building level management hereby

proposed is one of attempting to emphasize cooperative, coordinative, and

suppor;ive endeavor in a team construct as an alternative to the traditional, i
top~-down authoritative model: It would be hoped that leadership behavior 1
would pop-up from here, there and all over within the building unit as a |
result of a completely open-end common approach to all mamer of

poblems as they arise. R would especially be anticipated that more

effective ’selection, deployment, and utilization of specialist personnel would

result from such building level decision-making arising out of specific

needs. It would be aﬁticipated that significant numbers of teacher personnel

would be performing part~-time in a clgssroom setting and part—tin;e in

various leadership and coordinative ri»les thus eliminating the present
‘ i .
l
dichotomy between such roles.

Community Involvement in a Localized Decision-Making Structure

As stated earlier, large school districts are finding it more and

!

A
more difficult to be responsive to specific instructional needs of specific
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‘ ‘ ;:ommunities. This constitutés a near-fatal breakdown in the concept of
the neighborhood school.
The labyrinth of administrative channels in the traditional, ?
centralized organization of large school ‘districts nearly totally forbids an
accepfable measure of sensitivity and/or satisfactory responsiveness. N
Parents are generally interested in "my child's school' or that cluster of
4 elementary, juniqr high and senior highs which "my child" does or will
attend. - The rest of "the district organization, planning, crises, etc. can
be hanged for all I care.” It is too remote to relate to in any purposef:ul
‘way.
An organizational structure which permits instructional decision-
making at the point of delivery almost automatically provides for community
involvement, meaning.ful communication, and effective responsiveness.

When restrictive bureaucracy is removed and thé option of passing the buck

is eliminated, solutions must be developed at the point of coﬁcern.

Curtailment of Administrative Overhead

Finally, it is predicted that Plan IIl would result in a reduction of
the cost of administrative overhead. The number and professional level of
positions in the clusters of support services are essentially the same as in
the other plans herein proposed. In the line functionm, however,‘ the number

g of designated, full-time administrative positions is reduced. This is so by
virture of the fact that many instructional leadership functions would be
assumed, on a bart-timehbasis by teacher pe;‘sonnel. The result, of

course, will be a need for more F.T.E.'s in teacher-leadership roles.
vy .
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Thus, it is not predicted or claimed that there will be any overall reduc-
tion of the cost of 'total district staffing.

Since many public persons today are concerned about the ratio of
district funds allocated to "administration" versus funds allocated to
teaching, it is felt that a shift in that ratio which reduces the percentage
going to administration is desirable. It may also be desirable to reduce
the circle and numerical magnitude of that coterie of "high salaried
employees referred to as administrators'--often not in flattering te’rms or
in expreisio'ns of confidence in the school district's management

performance.

Critical Analysis and Conclusion Concerning Plan-II.

Strengths and Weaknesses: The strengths and weaknesses of Plan

I are essentially the same as those for Plan II which is also a

decentralized plon insofar as the line function of delivery of instructional

programs and services is concerned. Certain deviations have been pointed-

out in this discussion of Plan IIl. The principal advantages of this plan
are the reduction of vertical distance in decision-making communication
and the effort to ameliorate the conflict between 'administration” and
"teachers' at the building level <')f instructional decision-making.
Strengths of dual function as line/staff for major admin;strators:

1. There is better understanding of policy and field related problems
as a result of being in both positions.

2. Understanding of district-wide problems is improved as opposed
area provincialism,
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Weaknesses of dual function as line/staff for major administrators:
1. It is difficult to change "hats" from staff to line functions.

2. A "good" line administrator is not necessarily a ''good" staff
person. \

AN

3. It is difficult to build two sets of competencies in a single
administrator.

Strengths of team leadership at building level:

1. Understanding of district policy and procedures could be improved
at the building level.

2. The decision-making role of the teaching staff is enhanced.

3. New programs are more readily accepted by the teaching staff.
Weaknesses of team le_adership at building level: |

1. A school could tend to be a separate island unto itself.

\ 2. There are already administrative leadership teams in building
that are trained for effect{ve\ leadership, i.e., principal and
vice-principal. ) ,

3. Accountability is not feasible in this type of ‘setting.
4. Staff team meetings are likely to be ponderous and time-consuming.

5. Few effective precedents exist for this type of school organization.

In Conclusion: It is urged that Board Members, Admlnistratoi's,

and othérs of the Edmonds School District personnel take a perceptive look
ét Plan III gnd give serious consideration to the concepts involved. If the
Plan, in _t_ig, is deemed not feasible (or adequately developed) at this
point in time, certain concepts may be deemed worthy of adaptation into
one of -the other plans. Critical issues on the cont-emporary scene of edu-
cational furor ‘are addressed herein. Such efforts are truly worthy of

consideration. e
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PLAN III: ORGANIZATIONAL CHART A

District Organization

[ Board of Directors |

[ Federal Programs |

I Food Services |

[ Superintendent |
Area Area Area Area
Administrator Administrator Administrator Administrator
Assistant Assistant | Assistant
— Superintendent Superintendent T Superintendent
for Instruction for Business ‘ for Personnel
Research and Comptroller Certificated
Development g .Personnel ‘
Career [ Transportation - Classified
| Education L__Personnel
B Special Maintenance o Community
Education ‘ Relations
P.E., Athletics Operations u
& Recreation )

Instructional Purchasing and | |
| Materials Warehousing
Goal Setting | Data Processing | \
Curriculum | Security -
Planning &
— Development
Program w8
Coordination "4
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~Building Unit Organization

| Superintendent |

|Area Administrator |

[ Building Unit |

"PLAN HI: ORGANIZATIONAL CHART B

_| Building Curriculum

Building Housekeeping

Building Pupil

Function Function Personne]l Function
Department or Grade Bookkeeping Building |
Counselors

Level Chairmen

Teachers

Office Management

Psychologists | | |

& Socjologists

~

Librariana, etc.

Facility Management

Nursesg

Unit Compgsjtién of Area:

1 High School

1 or 2 Jr. High Schools
5 or more Elementary Schools

Building Level Staffing:

High Schools

Executive Secretary,
or Building Manager

Curriculum Department

Chairman

Head Guidance Counselor Head Guidance Counselor
Attendance, Discipline’

ete,

Junior High Schools

Executive Secretary,

or Building Manager
Curriculum Department

Chairman

Attendance, Discipline

ete.

Elementary Schools

Executive Secretary,
or Bullding Manager
Grade Level Curriculum
Chairmien:
Primary, K-2
Intermediiate, 3-4
Upper, 5-6




. ORGANIZATIONAL PILAN IV

This is a centralized plan that concentrates in three divisions; line
{

administration, a Division of Administrative Services, and a Division of
Instruction. This organizational structure is taken from the "'Public
Education Management Survey" for the State of Washington as the

recommended structure for ogranization of school distriéts.1

’ All supportive services with the exception of an instructional division
are carried ;)ut by an administrative staff within a single division. The
L strengths of this type of an organization according to the survey are as
follows:
1. Elevates the role of the Prim{pal to a direct reporting relat_iqn-
ship with the District Superintendent and provides for Deputy

‘ Superintendents in the case of larger districts to reduce the
span of control, '

2. Increases efficiency.

3. Eliminates overlapping authority and responsibility.
4. Increases decision-making in line positions.
In a district the size of Edmonds, it would be impossible to have 41
Principals reporting directly to the Superintendent of Schools. Thus, it
‘becomes essential to look at the addition of Deputy Superintendents to

provide effective line supervision and management.

1
Public Education Management Survey. May 1975, page 10.
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A Deputy Superintendent's function by definition is to act in place

of the Superintendent of Schools through appropriate delegation of authority.
The basic difference between the Area Administrators in Pl\a‘ih Il,j and the

\
Deputy Superintendents in this plan is the location of the Deputs\'\ Superin-
tendents in the district office. Decehtralization is not a major factor.
It improves the chances of utilizing ad hoc task forces of the Deputy

Superintendents to deal with priority issues and problems.

Deputy Superintendents: 4 F.T.E. T

\

In a centralized organization of this type there is a question of the

appropriate number of school sjtes that one person can effectively super-

-vise. The answer depends-opn the joi) or duties of a Deputy Superintenéent

in a line position. The Deputy Superintendent must:
, !
1. Understand the education issues and problems in every school
that he supervises. These are educational, sociological, and
psychological issues and problems. ' '
2. Understand and know the clients he serves-~-parents, students,
teaching staff, and the building Principals in each school and
their needs.

3. Negotiate agd manage effectively the development of the manage-
ment by objectives program for each building Principal and
evaluate and assist the Principal in successsfully achieving those
objectives.

4. Be able to bring to bear the resources of the district in
improving the deHvery system for quality education at each
school site.

5. Be able to interpret policy and procedures to the Principals and
the community and reflect accurately the needs of each school
site and their clientele.

6. Be able to establish mechanisms for articulating curriculum K-12
in several schools the Deputy is responsible for,
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7. Be able to act in the place of the Superintendent.

Given the above tasks that should be performed, it is recommended that

\ |

at least foii;f Deputy Superintendents are needed to achieve the line functions
of supervision\\gffectively. " .
The recommended ratic by.teachers to Deputy and Assistant Super-
: \ !

intendents is presented in Table 3, page«22. The rationale for an effective

supervisory span of control is provided by Criterion.5, page 16. The

/ recommendation here provides four Deputy and two Assistant Su r}ntendents.
/ e In 1974-75 there were 1302 certificated employees f Dist:‘hct. ;
‘ R ‘ . |
/ The AASA recommendation is one major adminigtrator for each 25()‘t o

‘certificated employee, which would re in 5.2 administrators at tl¥

‘ cabinet level. Given 41 scho t8 and the ;tt:éndent spgn of control pr, lem
for the lirie function in the 'distriét, it appears crucia ’tl"xere be at least
. i
a minimum of four Deputies for supervision{ of the line functions if q\iahty
education is to be maintained in the District. Effective line "supervisi‘on is
esseptial and of the highest priority' in a school distr\Qct. Fc;r effectiYe
functioning ip a district, gt;pport services also mt;st t;e efficient and

e e ‘ effective.

Assistant Superintendent for Instruction: 1.0 F.T.E.

Tﬁle responsibility of this position is to manage the Division and .,

—_ \

. I
provide effective services throughn coordination with the line fmwon,

"

evaluate the educational programs, provide effective staff and administrative
evaluation procedures and instruments to-the line administ_'rators, develop /"
and pilot test new educational programs for the schools, assess the\gonls
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. . . and objectives of the District, provide additional funds to supplement state

and local funds, and provide technical advisory and coordinatiry educational
e :
. e
services to “the line function.

%
A

Division of Instruction

There are three basic components in the Division; curriculum services, ®
\ ,
& planning services, and special services.
Curriculum Services has four F.T.E.'s as a minimum staffing
~N pattern. These are: \ : ‘ ,
i Positio.. ]1 F.T.E.
4
® Curriculum Services Director 1.0
Program Evaluation Specialist v 1.0
Staff Evaluation Specialist 1.0
Program Development Specialist 1.0
4.0
,\.. ' .
, The purpose of this component is to provide basic services necessary
) . for effective evaluation and new or improved programs. We would ariti-
' cipate that this is only a core staffing and that part-time consultants could -
)
bp provided from time to time on a priority need basis.
N ' -
In the Planning Services component there are also four F.T.E.: °
. Position . F.T.E.
Planning Services Director 1.0 i
~ Federal Programs Coordinator 1.0 3 |
' ' Research Specialist 1.0 |
Assessment Specialist 1.0 |
| (‘§ W * ‘
| The function of this component is to achieve the planning necessary ‘
in a district of this size. 'It should jptovide' all the essential staff necessary /-\
‘. in setting district goals and objectives, measuring the “extent to which they
83
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are met, develop alternative affirmative action plans, seek funds for federal

F)
programs, and provide a research base for development of policie. and

deures.
The third component in this Division is the Special Services comp;ment.
It should be understood that much of this Division exists on categorical
funding ‘and will shift from year to year as priorities change at state and
federal levels. This component provides specialized assistar;cg to the
schools. The staffing of this component is as follows:
Position F.T.E.
Special Services Director
Special Education Coordinator
Special Educaticn Consultant .
Vocational and Career Education ;
Coordinator 1.0 .
Physical Education & Athletic Director 1.0 g .
Consultant Services o ' (as needed by specialization)
The function of this component is to provide to the district and the
school sites the specialized services needed to supplement competencies

not available otherwise within the district.

Assistant Superintendent for Administrafl‘on: 1 F.T.E.

Reports directly to the Superintendett\and is responsible for coordin-

ation and management of the Division of Administration,

- Division of Administration

There are four components in the Division: maintenance and opera-

tio.. of ngMS And buildings; trangportation of students; personnel services;

and business managenient. The mpjor functions are to provide adequate

'\ N .
housing; effective transportation; recruit, screen, and maintain adequate
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records of all personnel; account for financial and 'Bildgetary tr:}i;xsactions;
and provide other housekeeping functions of food service, data processing,

duplication and printing.

4

-

The staffing by compcnents of major positions are/ As/ follows:

Position ) F. T.E.

Maintenance and Operations: \
Maintenanice and Operations Director 1.0
Food farvices Coordinator 1.0
Plant Facilities Coordinator 1.0

3.0 .,
Transportation: v
Transportation Director 1.0 ’ !
<
Personnel:
‘\\

Personnel Director | 1.0

Certified Coordinator 1.0
_ Classified Coordinator 1.0

' 3.0

Business Management:

Business Management Director 1.0
Budget and Finance Coordinator 1.0
Payroll and Accounting Coordinator 1.0
Media Production Supervisor 1.0
Purchasing Agent 1.0

Major Administrative Positions '

Changes from present organization.

Position Eliminated (6)

Business Manager

Administrative Assistant - Planning
Administrative Assistant - Employee Relations
Assistant Superintendent of Secondary Education
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Assistant Superintendent of Elementary Education
Director of Special Services

Positions Added

Deputy Superintendents (4)
Assistant Superintendent for Instruction
Assistant Superintendent for Administration , \

There are considerable shifts at the middle management lé,\vel. In the

Instructional Division there are three Director positions and in th\e Support

Division there are four Director positions. These can be correlated to

several other position classifications in the present structure but by

clustering into components, they take on new emphasis and responsibilities.

Strengths and Weaknesses of Plan IV

Strengths:

1. Improves Superintenden?'s span of control in the Support Divisions.

2. Increases potential foy'/team administration.

3. Has many' of the ad’,\;;mtages of an area form of organization
through centralizing of the line officers.

4. Improves articulati/on of Support Services to the Board and the
schpol sites. o |

5. Provides adequate line ‘supervision of Principals and school site
delivery systems.

6. Improves accountability by providing specific resp;msibilities.

7. Provides for increased efficiency of Principals. /

8. Makes possible effective delegation of authorit&.'

Weaknesses: N

1. Too many administrators report directly to the Supérintendent.

2, Staff members in the Instruction Support ISivision may not be able

to interact effectively with this many Deputy Superintendents.

86 82




The use of two Support Divisions tends to layer in additional
mid-management personnel because of the need for components
within each Division.

4. Coordination and priority setting is difficult for the Assistant
Superintendents to achieve.

There is another issue inherént in this plan that should be considered:

o

Are two Support Divisions feasible in a district as large as District ?5?
This plan would be very appropriate in districts probably up to 10, 060
students, but might not be effective in larger sch?ol districts.* It might be/
\  worthwhile to consider aliernati\;e support units rather“than the two
proposed in the state survey. It may be feasible to elimi.nate some of the
~

component directors by reclustering the support-elements in a dii‘ferent

manner.




PLAN IV: ORGANIZATIONAL CHART A

Major Structure

LBoard of Directors J

| Superintendent |

Deputy Superintendents : y
for Supervision*

Assistant Superintendent Assistant Superintendent
for Administrations* for Instruction*

[ Principals |

*Potential Cabinet Members




M s

Line Relatioﬁships

PLAN IV: ORGANIZATIONAL CHART B

€

[ Superintendent |
Deputy Deputy Deputy Deputy
Superintendent Superintendent Superintendent Superintendent
High School High School High School High School

Principals (2)

Junior High
Principals (2)

. Elementary

Principals (6)

Principals (2)

Junior High
Principals (2)

Elementary
Principals (7)

89

Principal (1)

Junior High
Principals (2)

Elementary
Principals (7)

-

Principal (1)
Junior‘High
Principals (2)

Elementary
Principals (7)
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PLAN IV: ORGANIZATIONAIL CHART C

Division of Instruction

-

Assistant Superintendent
for Instruction

Curriculum Services

Planning Services

Dirvector/ Director

Program Federal

— Evaluation —{Programs
Specialist Coordinator
Staff Evaluation |_|Research

| Specialist Specialist
Program Goal &

L {Development L] Assescynent
Specialist Specialist

*Eiflher ad hoc or contracted as needed

a0

s

Special Services
Director

|Consultant
Services*

Special
Educatio
Coordinat

Special
~ |Education
- {Consultant

Vocational &
Career Education
Coordinator

Vocational &
Career E

Education
Consultant

Director,’
Athletics and
Physical
Education
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‘ PLAN IV: ORGANIZATIONAL CHART D

Division of Administration

Assistant Superintendent -
for Administration

Director of

Director of Director of | Director of |~
Maintenance & Transportation Personnel* Business
Operation Management
’\ Food Service —|Supervisor Coordinator Purchasing
[~ |Coordinator of Agent
Certificated
Plant Facilities Supervisor
| |Coordinator Coordinator Data
of ]Proeessil_x_g
Maintenance {Classified
Supervisors Coordinator
i Budget &
< | Finance
Coordinator
Payroll &
| Accounting
Media®
| Coordinator

*Director of Personnel to be responsible for employee
negotiations along with coordinators.
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SUGGESTED STRATEGY FOR DISTRICT DEVELOPMENT AND
IMPLEMENTATION OF AN ORGANIZATIONAL STRUCTURE

1. Board reviews final report of NWRE‘L recommendations and proposed
staffing plans. /
2. Board provides alternative directions to Superintendent.
2-1 Alternative 1: Administrative staff begins development of alterna-
tive organizational patterns for major adminlistrative positions.
2-2 Alternative‘ 2: Committee of staff and citizens begins development
of alternative organizational patterns for the major administrative
positions.
3. Board receives and evaluates alternative plans. \
4.. Board selects a plan{ for in-depth development.
5. Board sglects committee to develop a single organizational plan that
includes:
5-1 Line relationships
52 éupport positions
5-3 Staffing pattern by position, title and function
5-4 Job descriptions for each position %
5-5 Estimated cost of plan
5-6 Priorities among functions

6. Board reviews organizatior;a] plan; decides \yheiher to tentatively

adopt, reject, or request modifications.
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7. When plan is tentatively adopted by Board, Board provides for..
7-1 Communif:y review of plan
7-2 'Edmonds staff member review of plan

8. Board decides to ;dopt, revise, or reject plan based on community
and staff review.

9. When plan is adopted, Board establishes time-lines for im;_)lementation

~

of organizational structure.
10. Board invites Edmonds staff to apply for nz;;ly created positions.
11. Board completes external recruitment, screening, and selection
brocesses.
12. Board fills all positions.
13. Staff develops management by objectives, and Superintendent and,
Board of Directors accepts.
'I-‘he major issues to be resolved prior to adopting an organizational
structure are: :

1. Should the District be organized by administrative areas with
cértain support functions centralized or should the District continue as a
strong centraliﬁd District ?

2. What is an adequate supervisory span of control for line
administrators ? e
3. What functions are essential to having a quality educational
program  and what is an effective stafﬁﬁg pattern for support services to
provide for the improvement of ip’struction that is essential to a quality
program? ' o \.: :
/ 89
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. 4. Will the organizational structure and the functioning of the

staff enhance the chances of effective citizen participation in defining
District and school site issues and problems?

5. Can the organization be flexible enough to make annual shifts

in staff to deal with emerging problems ?

i

9 94

.




